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Executive Summary 

The inspection of the North Downs Basic Command Unit (BCU) was conducted on 
behalf of Her Majesty's Inspectorate of Constabulary by Chief Superintendent Frank 
Sullivan and Chief Inspector Bill Halsey, with assistance from Mr Peter Finnimore, 
between 6th – 10th March 2006. 
 
The potential for the Service as a whole to deliver better results in crime reduction and 
detection cannot conceal an inescapable fact - that performance between BCUs operating 
in similar policing environments and with comparable resources varies to a degree that is 
at times remarkable. 
 
Leadership by BCU commanders is probably the single most important determinant of 
BCU effectiveness.  The inspection seeks examples of leadership at all levels, and does 
not confine expectations to those holding certain roles.  The inspection process is 
intended to help enhance performance whilst identifying and spreading potential good 
practice.  The process of the inspection is tightly focused on leadership and performance, 
coupled with a pre-inspection analysis of key data and documents. 
 
North Downs BCU is located in the central and northern areas of Sussex, but within the 
West Sussex county boundary.  There are five main towns of which Crawley is the 
largest and a significant rural area.  The BCU is divided into three police districts which 
are co-terminous with the district or borough councils - Crawley, Horsham and Mid-
Sussex. 
 
The BCU is led by a chief superintendent who has been in post since April 2005 and has 
broad policing experience including Professional Standards, Corporate Development and 
Communications.  The senior management team is made up of the BCU Commander, the 
Crime & Operations superintendent, a Finance and Administration Manager (FAM), a 
Human Resources Manager (HRM), a detective chief inspector and three District 
Commanders.  They bring a wide range of skills to the team, having experience of several 
other BCUs and departments within Sussex Police.  As the SMT in any BCU is the 
powerhouse for delivering performance, it is important that the team works well together 
and focuses on the best use of the BCU's resources to maximise performance.   
 
North Downs BCU is a relatively low crime area and during 2004 and 2005 total crime 
has shown a slight decrease.  Underneath this overall picture, domestic burglary has 
increased and whilst the detection rate has improved it is still relatively low.  A similar 
reduction in vehicle crime has not been matched by the detection rate which is down 
significantly.  Offences of robbery, although relatively low in numbers, have shown an 
increase which has been mirrored by an improving detection rate.  Violent crime has 
shown an increase, but this has not been reflected in an improved detection rate. 

The inspection team were impressed with many aspects of the BCU's work and as 
detailed elsewhere in this report, there are areas of weakness in terms of how the BCU 
identifies and tackles key issues affecting performance which, whilst by no means poor, 
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will require continued focus.  The inspection team were impressed with many aspects of 
the BCU's work and believes that the recommendations found below will assist the senior 
management team to achieve a sustained improvement in performance. 

 

Recommendations 

1. That the HR Manager produces a plan for the delivery of HR services and dispels 
perceptions that the HR support has been reduced, ensuring that all staff understand 
the benefits of the new system.        (Paragraph 53) 

 
2. That the BCU adopts a more systematic approach to determining the local training 

programme and monitoring and improving training standards.    (Paragraph 55)  
 
3. That the BCU reviews its’ management of crime reports, aiming to reduce the burden 

upon NPT staff.             (Paragraph 80) 
 
4. That the DCT improves the service which the BCU provides to victims of hate crimes 

by ensuring that the AVU improves communication with statutory partners and acts 
as a point of reference for hate crime investigators to ensure compliance with ACPO 
policy.                    (Paragraph 86)  

 
5. That the BCU reviews the remit of the AVU and allocates dedicated police officers to 

all serious and repeat domestic violence investigations and conducts an audit of 
domestic violence offences to examine how detection rates can be improved.   

 (Paragraph 89) 
 
6. That the DCT review the BCU's proactive capability with a view to ensuring that 

resources are available to respond rapidly to fresh intelligence.          (Paragraph 109) 
 
7. That the DCT ensures PCSOs are fully integrated by improving their tasking, 

deployment and management structure and giving a member of the DCT strategic 
responsibility for PCSOs.                (Paragraph 119) 

 
8. That the BCU in conjunction with the media officer develops a divisional 

communication strategy.                 (Paragraph 132)  
 
9. That the BCU engages with Force headquarters to find a solution to the lack of cell 

space at Crawley.                  (Paragraph 143) 



Inspection of North Downs BCU – Sussex Police 
March 2006 

3

Introduction 
1. Between 6th and 10th March 2006, Chief Superintendent Frank Sullivan and Chief 

Inspector Bill Halsey, assisted by Mr Peter Finnimore carried out an inspection of 
North Downs Basic Command Unit on behalf of Her Majesty's Inspector of 
Constabulary (HMIC).   

2. There are approximately 300 Basic Command Units (BCUs) in England and Wales 
and no two are alike.  They vary in size from a little over 100 officers to a little over 
1,000.  Some serve densely populated, ethnically diverse inner cities, while others 
cover vast tracts of sparsely populated countryside.  However, they share some key 
aims and objectives, specifically to work with partner agencies on reducing crime in 
their areas, and to do so with integrity.  Scrutiny of police performance has moved 
from aggregate force outcomes to the performance of individual BCUs, with the 
recognition that policing is essentially a locally delivered service.  But BCUs are not 
islands.  They operate within a framework of policy and support determined by 
headquarters-based chief officer teams.  The precise configuration of policing units 
and the balance of resources between HQ and BCUs varies across the 43 forces in 
England and Wales. 

3. The focus on performance in reducing crime is relentless.  Forces and police 
authorities, working with local authorities and other community safety partners, need 
to raise performance outcomes year upon year.  Indeed, the statutory regime of Best 
Value demands ''continuous improvement'' and an array of sanctions exist if 
authorities fail to deliver.  The potential for the Service as a whole to deliver better 
results in crime reduction and detection cannot conceal an inescapable fact - that 
performance between BCUs operating in similar policing environments and with 
comparable resources varies to a degree that is, at times, remarkable. 

4. Leadership by BCU commanders is undoubtedly pivotal in determining the 
effectiveness of a BCU.  Without exception, staff across the country want their 
management teams to be visible and accessible.  ''Leadership'' is an intangible concept 
but we know that the majority of good leaders are made, not born; therefore one 
outcome from BCU inspections should be a better understanding of the practical 
manifestations of effective leadership.   

5. The HMIC report Getting Down to Basics - The emerging findings from BCU 
inspections in 2001 highlights the fact that there is no single way of leading.  An 
effective approach is contingent upon the situation and the individuals being led.  The 
inspection seeks examples of leadership at all levels, and does not confine 
expectations to those holding certain roles.  The more senior the role, the stronger the 
requirement to be outward-focused.  This has become increasingly evident in 
partnership settings, and inspections to date have identified a strong correlation 
between high-performing BCUs and effective partnerships. 

6. The best performers focus the effort of all their staff through timely, dynamic local 
briefings that are supported by a well-managed intelligence system.  They set targets 
and make sure that staff are aware of them, they communicate results and celebrate 
success, and they hold individuals to account for how they have used their time and 
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resources.  The inspection process is intended to help enhance performance whilst 
identifying and spreading potential good practice. 

 
Aims of BCU Inspections 

 
Promoting effective leadership. 

Disseminating potential good practice. 

Identifying inefficiencies. 

Providing pointers to enhance performance. 

Strengthening the capacity for self-assessment and improvement. 

Leaving behind a BCU management team that has learnt about itself and is 
even more committed to self-improvement. 

7. The inspection methodology is tightly focused on leadership and performance, 
coupled with a pre-inspection analysis of key data and documents.  The documents, 
data and other BCU issues are explored through an initial meeting with the BCU 
Commander, and then a series of interviews, meetings and focus groups during the 
week of inspection.  The process is brought to an end with a verbal debrief and 
outline of the key findings to the BCU commander and his or her senior management 
team (SMT). 

8. A total of 32 structured interviews and focus groups were conducted.  Apart from 
time spent at the BCU headquarters at Crawley, visits were made to East Grinstead, 
Haywards Heath and Horsham police stations.  The inspection team attended a daily 
management meeting and a fortnightly tactical tasking and co-ordinating meeting.  
The inspection team interviewed a total of 83 members of staff, 5 members of the 
Special Constabulary, 6 representatives from partnership agencies and 4 members of 
the Police Authority. 

9. This inspection took place as part of the five-year HMIC BCU inspection programme 
and the inspection team wishes to place on record its thanks for the co-operation, 
hospitality and assistance provided by the BCU Commander and all his staff during 
the course of the inspection. 

 
Force Overview  

10. Sussex Police is responsible for policing the two counties of East Sussex and West 
Sussex, which are divided into twelve districts and the unitary authority of Brighton 
and Hove.  This equates to an area of 4,779 square kilometres with a resident 
population of approximately 1.5 million, which is significantly supplemented by the 
seasonal influx of visitors to the south coast holiday resorts, particularly Brighton and 
Eastbourne.  In addition, there are seaports at Littlehampton, Newhaven and 
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Shoreham, and more than 30 million passengers pass through Gatwick Airport each 
year.  The counties are demographically diverse, covering both large areas of 
population and sparsely populated rural communities. 

 
11. The Force's headquarters is in the town of Lewes where the chief officer team is 

based which comprises the Chief Constable, Deputy Chief Constable (DCC), 
Assistant Chief Constable (ACC) (specialist operations), ACC (territorial policing) 
and the Director of Resources.   

 
12. Sussex Police has been restructured after a force operational review (FOR), and 

comprises six basic command units (BCUs,) known locally as divisions.  A chief 
superintendent leads each BCU, with a command team including a superintendent 
(operations), a detective chief inspector (Crime Manager), a Finance and 
Administration Manager and a Human Resources Manager.  Each BCU is divided 
into districts, each led by a chief inspector. 

 
13. In terms of resources, Sussex Police’s net revenue budget for 2005/06 was £231.3 

million.  It employs 3,246 police officers and 2,389 police staff of whom 210 are 
police community support officers (PCSOs), supported by 199 special constables.   

 
14. The previous Chief Constable left the Force at the end of 2005 after a distinguished 

career to become President of the Association of Chief Police Officers (ACPO) and 
he has been replaced by the Deputy Chief Constable.  Following the appointment of 
the previous Chief Constable, Sussex Police were given a clear strategic direction and 
focus towards community-based policing.  This vision is being driven by the FOR 
and has generated both structural and cultural changes, not least of which concern 
performance management and accountability. 

 

BCU Overview 
 
15. The North Downs BCU is estimated to have a resident population of 335,744 and it 

lies between Sussex Polices’ East Sussex and West Downs BCUs, with Brighton and 
Hove BCU to the south and Gatwick Airport and Surrey to the north.  The BCU has 5 
main towns - Crawley, Horsham, East Grinstead, Haywards Heath and Burgess Hill, 
and a large rural area with several villages and smaller towns including Pulborough, 
Steyning and Billingshurst.  The BCU is divided into 3 police districts - Crawley, 
Horsham and Mid-Sussex, all of which are co-terminous with the 3 local 
district/borough council areas.    

 
16. North Downs BCU has a budget of £18,743,434 for 2005/06 and an establishment of 

387.5 police officers, 170 police staff, 54 police community support officers and 56 
special constables.  The division is commanded by a chief superintendent with a 
crime & operations superintendent, a Finance and Administration Manager (FAM), a 
Human Resources Manager (HRM), a detective chief inspector and three District 
Commanders all of whom sit on the Divisional Command Team (DCT). 
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17. The levels of crime/non crime incidents per district as a proportion of the BCU stand 
at:- 

Crawley           39.5% 
Mid-Sussex      33.0% 
Horsham         27.5% 
 

18. The BCU distributes its resources proportionately with the three districts made up of a 
total of 10 neighbourhood policing teams (NPTs), each under the control of an NPT 
inspector and each district has a designated CID team supervised by a detective 
inspector.  The BCU has recently introduced a neighbourhood specialist team (NST) 
in Crawley as part of the national Neighbourhood Policing Project, which is led by an 
inspector with 3 sergeants, 8 constables and 19 PCSOs. 

 
19. The BCU's Headquarters are at Crawley where support functions are based including 

Administration and Finance.  The custody facility, although managed by Force 
Headquarters, is also based at Crawley.  Human Resources is based at Horsham with 
training at Haywards Heath. 

 

Performance  
 

Crime Levels and Detections 
January to 
December 

2004 

January to 
December 

2005 
% Change 

Total recorded crime 25,757 25,402 -1.38% 
Number of crimes detected 6,769 6,951 2.69% 
% Crimes detected 26.28% 27.36% 1.08%pts 
Total recorded crime per 1,000 population 73.26 72.25 -1.38% 

Total residential burglary 1,005 1,063 5.77% 
Number of residential burglaries detected 124 170 37.10% 
% Residential burglaries detected 12.34% 15.99% 3.65%pts 
Total residential burglaries per 1,000 
households 6.81 7.20 5.77% 

Total vehicle crime 2,857 2,710 -5.15% 
Number of vehicle crimes detected 273 167 -38.83% 
% Vehicle crimes detected 9.56% 6.16% 3.4%pts 
Total vehicle crime per 1,000 population 8.13 7.71 -5.15% 

Total violent crime 4,846 5,325 9.88% 
Number of violent crimes detected 2,532 2,707 6.91% 
% Violent crimes detected 52.25% 50.84% -1.41%pts 
Total violent crime per 1,000 population 13.78 15.14 9.88% 

Total robbery 181 203 12.15% 
Number of robberies detected 36 60 66.67% 
% Robberies detected 19.89% 29.56% 9.67%pts 
Total robbery per 1,000 population 0.51 0.58 12.15% 
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20. For the period January to December 2005 136,584 crimes were recorded by the Force 
and 25.402 by the BCU, representing 18.6% of the force total.  When compared with 
the previous year, the Force showed a decrease in total recorded crime of 2.98%, the 
BCU a decrease of 1.38%.   

 
21. For the same period the overall force detection rate increased from 20.39% for 

January to December 2004 to 24.79% January to December 2005 (an increase of 
4.4%points) with the BCU also increasing from 26.28% January to December 2004 to 
27.36% for January to December 2005 (an increase of 1.08%points).   

 
Total Crime 

22. For the period January to December 2005 the number recorded crimes decreased by 
1.38% when compared with the previous year.  The BCU ranked 7th out of 14* in 
their MSBCU group and is in line with the MSBCU average for total crime per 
1,000 population.  Projections based on the last 12 months data show the level of 
crime remaining at the current level but projections based on the last 3 and 6 
months data shows the level of crime decreasing.

23. For the period January to December 2005 the actual number of crimes detected 
increased by 2.69% when compared to the previous year.  For the same period the 
overall detection rate for the BCU is 27.36% compared with 26.28% the previous 
year (an increase of 1.08% points).  The BCU is ranked 5th out of 14*in the MSBCU 
group.  The BCU is just above the MSBCU average detection rate.  Projections based 
on the last 3, 6 and 12 month’s data show the detection rate increasing. 

Total Crime per 1,000 Population January to December 2005 
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Total Crime Detection Rate January to December 2005 
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release guidelines.  BCUs from Hampshire have been omitted due to data issues) 
 

Domestic Burglary 
 
24. For the period January to December 2005 total recorded domestic burglaries 

increased by 5.77% when compared with the previous year.  The BCU ranked 6th 
out of 14* in its MSBCU group and is currently below MSBCU average for 
domestic burglary per 1,000 households.  Projections based on the last 12 months data 
show the number of burglaries increasing, but projections based on the last 6 and 12 
months show the number of burglaries decreasing.

25. For the period January to December 2005 the actual number of domestic burglaries 
detected increased by 37.10% when compared to the previous year.  For the same 
period the overall detection rate for the BCU is 15.99% compared with 12.34% the 
previous year (an increase of 3.65% points).  The BCU is ranked 13th out of 14* in 
the MSBCU group and is below the MSBCU average.  Projections based on the last 
3, 6 and 12 month’s data show the detection rate increasing.
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Domestic Burglary per 1,000 Households January to December 2005 
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Domestic Burglary Detection Rate January to December 2005 
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Vehicle Crime 
 
26. For the period January to December 2005 total recorded vehicle crime decreased by 

5.15% when compared with the previous year.  The BCU ranked 7th out of 14*for 
vehicle crime in its MSBCU group and is just below the MSBCU average for vehicle 
crime per 1,000 population.  Projections based on the last 3 and 6 months show the 
level of vehicle crime remaining at the current level, but projections based on the 
last 12 months data show the level of crime decreasing slightly.

27. For the period January to December 2005 the actual number of vehicle crimes 
detected decreased by 38.83% when compared to the previous year.  For the same 
period the overall detection rate for the BCU is 6.16% compared with 9.56% the 
previous year (a decrease of 3.4% points).  The BCU is ranked 14th out of 14*in the 
MSBCU group and is below the MSBCU average.  Projections based on the last 3, 6 
and 12 months data shows the detection rate decreasing.   

Vehicle Crime per 1,000 Population January to December 2005 
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Vehicle Crime Detection Rate January to December 2005 
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(Only North Downs BCU have been identified as the 2005/06 data has not been validated or published; this is in accordance with HMIC data 
release guidelines.  BCUs from Hampshire have been omitted due to data issues) 
 

Violent Crime 
 
28. For the period January to December 2005 the number of recorded violent crime 

increased by 9.88% when compared with the previous year.  The BCU ranked 8th 
out of 14*for violent crime in its MSBCU group and is currently in line with the 
MSBCU average for violent crime per 1,000 population.  Projections based on the 
last 12 months data show the level of violent crime increasing, projections based on 
the last 6 months show the number of violent crimes remaining at the current level,
but projections based on the last 3 months data show the level of crime decreasing. 

29. For the period January to December 2005 the actual number of crimes detected 
increased by 6.91% when compared to the previous year.  For the same period the 
overall detection rate for the BCU is 50.84% compared with 52.25% the previous 
year (a decrease of 1.41%points).  The BCU is ranked 7th out of 14*in the MSBCU 
group and in line with the MSBCU average. Projections based on the last 6 and 12 
months data show the detection rate remaining at the current level, but projections 
based on the last 3 months data show the detection rate increasing. 
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Violent Crime per 1,000 Population January to December 2005 
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Violent Crime Detection Rate January to December 2005 
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Crime and Disorder Reduction Partnerships 
 
30. North Downs division comprises of three districts, Crawley, Horsham and Mid 

Sussex, and each district is aligned to local authority boundaries and commanded by a 
chief inspector.  Each of these districts has its own Crime & Disorder Reduction 
Partnership. 

 
31. The West Sussex Council and the combined CDRPs across the county have been 

awarded Beacon Council status in recognition of the strategic partnership working.  
As the County Council has responsibility for countywide services it is an important 
facilitator for the districts.  To that end, it has completed a number of projects such as 
32 street-lighting projects and supported the development of information exchange, 
known as CADDIE (Crime and Disorder Data & Information Exchange).  It has also 
made a direct commitment in its strategy to implement its Section17 responsibilities.   

 
32. The three districts are quite diverse and demand different policing styles and the 

differences are reflected in the CDRPs.  Crawley for example is very much a ‘new 
town’ and has some of the issues symptomatic to a new conurbation.  To reflect its 
needs the BCU has created a neighbourhood specialist team over and above the 
normal neighbourhood police team, and which takes the lead responsibility for 
problem solving issues at Crawley (see section on Reassurance and Visibility). 

 
33. Horsham, on the other hand, is a large district of over 200 square miles and comprises 

of many small hamlets together with a medium sized market town and several smaller 
towns including Broadbridge Heath, Southwater, Billingshurst, Steyning, Pulborough 
and Storrington.    

 
34. Mid Sussex district is similar to Horsham and covers approximately 128 square miles 

with the main towns at Haywards Heath, East Grinstead and Burgess Hill surrounded 
by smaller villages and countryside, 60% of which is designated areas of outstanding 
natural beauty.   

 
35. Each CDRP is required to publish a strategy document that takes in to account the 

community's views, and these are summarized below.   
 
Crawley Community Safety Strategy 2005-2008 
 
36. This document is readable and clearly identifies strategic leads for each aim, and is 

supported by action groups. 
 
AIM 1 - Reduce Crime 
 
To reduce priority crimes and tackle irresponsible drinking by;  
 

1 Reducing those crimes that are of most concern to local residents. 
2 Targeting prolific and other priority offenders. 
3 Reduce public place violent crimes, in particular alcohol-related disorder in 

Crawley. 
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4 Work in partnership to reduce crimes against business. 
5 Reduce the harm caused by substance misuse.   
6 Prevent the involvement of young people in crime and other problem behaviour.   
7 Provide improved responses to domestic violence. 
8 Enhance services for the victims of race and hate crime. 

 
AIM 2 - Reduce the Fear of Crime 
 
To reduce the fear of crime and reassure the public by: 
 

1 Promote and publicise partnership working. 
2 Remove the signs of crime and environmental grime. 
3 Develop the use of the partnership’s CCTV camera systems. 
4 Increase the visibility of authority figures to reassure the public. 

 
AIM 3 - Reduce Anti-Social Behaviour 
 
To reduce anti-social behaviour (ASB), support victims and witnesses and improve 
quality of life by; 
 

1 Establishing a Council-led multi-agency problem-solving group. 
2 Tackling anti-social behaviour, using prevention, intervention and enforcement 

activity. 
3 Develop Crime and Disorder Data Information Exchange (CADDIE) to include 

an ASB incident reporting system. 
4 Creating a fund to make improvements to the physical environment that will help 

reduce crime, public fear and anti-social behaviour. 
 
Horsham CDRP Priorities 
 
37. The document recognizes the external drivers from central government and the need 

to take account of local and strategic policing plans, but is somewhat more 
aspirational in its aims. 

 
Overall crime;

1 Reduce overall crime 
2 Reduce fear of crime and promote public reassurance 
3 Reduce theft of vehicle, theft from vehicle and vehicle interference 
4 Reduce domestic burglary 
5 Reduce non-domestic burglary 
6 Reduce theft of cycles 
7 Reduce theft from the person and robbery of personal property 
8 Reduce criminal damage 
9 Reduce violent crime 
10 Reduce domestic violence 
11 Reduce domestic violence repeat victimisation 
12 Reduce race and hate crime 
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13 Increase public confidence to report race and hate crime 
14 Reduce anti-social behaviour 
15 Reduce the harm caused by drugs  
 

Other priorities 
 
Taking account of the results of the audit and consultation, the Horsham District Crime 
and Disorder Reduction Partnership also set the following as priority areas for its 
strategy: 
 

1 Reduce retail crime (including fraud and forgery). 
2 Increase the capacity of local communities so that people are empowered to 

participate in local decision-making and are able to influence service delivery. 
3 Improve communications between agencies and with the public. 

 
Mid Sussex Community Safety Strategy 2005-2008 
 
38. Mid Sussex has taken a slightly different approach but covers the same areas with 

identified strategic leads, and activities are grouped under sensible headings. 
 
Communities and Crime: 
 
Key Objectives; 
 

1 Reduce anti- social behaviour and fear of crime. 
2 Reduce environmental crime. 
3 Reduce the incidence of Domestic Violence. 
4 Reduce Race and Hate Crime incidents. 
5 Increase voluntary and community engagement.   

Health and Crime 
 
Key Objectives: 
 

1 Reduce the impact of drug/alcohol misuse on individuals and communities. 
2 Reduce the supply of illegal drugs. 
3 Prevent young people from developing problem drug use. 
4 Reduce the opportunities to commit alcohol related crime and disorder. 

 
Young People and Crime 
 
Key objectives; 
 

1 Stop offending in first place by creating stronger families, schools and 
communities 

2 Support young people at risk of offending 
3 Provide positive activities for young people 
4 Help young people to resist substance misuse 
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5 Support safe environment for Young People 
6 Listen to the views of young people and ensure the inclusion of marginalized 

groups 
 
Prolific and Other Priority Offenders 
 
Key Objectives;

1 Prevent and deter offending 
2 Catch and convict prolific offenders 
3 Rehabilitate and resettle offenders 
4 Support development and implementation of National Offender Management 

Service 
 
Crime: Prevention, Reduction and Conviction 
 
Key Objectives; 
 

1 Reduce Public Place Violence 
2 Reduce Vehicle crime 
3 Reduce Burglary 
4 Reduce Criminal Damage 

 
Consultation and Information Sharing 
 
Key objectives; 
 

1 Complete consultation plan and deliver identified actions 
2 Formulate communications/awareness raising strategy and implement actions 
3 Develop Information exchange mechanisms for agencies and communities 
4 Monitor and Evaluate projects and initiatives 
5 Monitor implementation of improvement plan 

 
39. All of these strategies are supported in different ways, such as the Crawley Crime 

Reduction Action Group (CRAG), which is a CDRP action team.  There is also 
abundant evidence of joint working such Operation Racer, an initiative to prevent and 
detect travelling criminals on the district utilising ANPR equipment funded by 
Horsham CDRP.  Operation Secure in Mid Sussex, a partnership initiative to protect 
vulnerable victims against burglary artifice offences: Operation Crackdown in 
Crawley dealing with abandoned vehicles and joint licensing visits. 

 
40. Such diverse groupings can lead to tensions between partners and within the 

communities of North Downs BCU there is the concept that the busier urban area will 
take the lion’s share of policing activities.  However, from examples given and 
interviews with partners it became clear that the BCU managers, from district to BCU 
commander are aware of the potential for friction and actively manage the differing 
demands.  The partners exhibited a mature understanding of this and saw the police 
response in a very positive light. 
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41. Although each expresses its priorities differently, all the CDRPs operate in a clear 

partnership framework and there is a consistency to the strategies.  Having co-
terminous police districts eases partnership working and ensures local issues are taken 
on board.   

 

Accountability and Performance Management 
 
42. The accountability and performance regime of Sussex Police is now well embedded 

into day-to-day policing, and a performance culture was found on the North Downs 
BCU.  The BCU Commander meets regularly with his line manager, an Assistant 
Chief Constable, to discuss the performance of the BCU and progress against the 
divisional Local Policing Plan.  When this process was cross referenced by a meeting 
with the relevant ACPO member, it became clear that a healthy dialogue takes place 
at these meetings; which are used by ACPO to gain a thorough understanding of the 
issues on a particular BCU.  This level of active probing and supportive management 
is not found universally across the region, and as an example of Sussex Police’s focus 
on performance, it is to be commended.   

 
43. The Force Performance Meeting has been operating for some time and is focused at 

district level.  Every fortnight force performance in general is examined but 
additionally two districts from different BCUs are selected for closer scrutiny by the 
Chief Constable and his ACPO team.  The corporate development department 
prepares the data under examination and a District Commander, district detective 
inspector, divisional superintendent and crime manager represent the district.  
Although an integral part of the process BCU commanders sit with the ACPO team, 
rather the District Commander. 

 
44. The force inspection process puts the district at the centre of attention and with BCU 

commanders one step removed, this may seem a rather disjointed approach when one 
considers the divisional structure for the Force.  On the other hand, it is focusing 
performance on the smallest business unit to deliver policing services to the public, 
which in the case of Sussex Police is clearly the district. 

 
45. Local performance and accountability is monitored through fortnightly command 

team meetings (CTM), the quarterly divisional management team meeting (DMTM) 
and the NIM process.  The NIM process is supported by the TTCG, DMM and local 
district tasking meetings.  The superintendent crime and operations also undertakes 
NPT inspections that hold District Commanders and their teams to account for 
performance delivery.  These inspections take the form of interviews with staff and an 
evaluation of crime reports and administration processes.  There is also a finance and 
resource meeting (FARM) that is held once a month to review resources and the 
budget.  This meeting is attended by the ‘business’ managers for crime, operations, 
finance and human resources.  The health and safety group meet quarterly and is 
attended by representatives from across the division.  There was a joined up quality to 
the meeting structure on the division and for ease of reference these are displayed in a 
flow chart below (see Meetings Structure). 
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Meetings Structure 
 

46. The performance regime is thorough and undoubtedly sits at the centre of the BCU’s 
management of its affairs.  It was clear from the command team meetings that District 
Commanders are familiar with performance in their areas and had explanations for 
the performance figures.  The BCU Commander led the process with a combination 
of commitment to BCU performance and support for his District Commanders.  A 
focus on performance is complemented by the tasking process.  Attention to crime 
and incidents at the DMM ensures that momentum on crime reduction is maintained.  
However, staff saw this meeting as the ‘nine o’clock jury’, at which they were always 
found wanting, and complained that their efforts were never good enough.  These 
comments should be balanced against the efforts that were made by the command 
team, and BCU Commander in particular, to acknowledge good work (see 
recommendation 8 on Communications Strategy). 
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47. The inspection team felt that morale was not as high as expected, given the positives 
on the division and this is in part due to the fact that the scrutiny of frontline officers’ 
performance is intense.  The DCT should consider the impact of publishing individual 
officers’ performance indicators on overall morale and performance (see section on 
Supervision below). 

 
Management of Staff 

Supervision 
48. During focus groups sergeants and constables demonstrated a good understanding of 

priorities and objectives; however, performance was viewed solely in terms of 
detection rates.  Whilst constables expressed the opinion that they were well 
supervised by sergeants and inspectors they felt that the performance management 
culture was a barrier to providing a high quality of service to the community and the 
inspection team was given several examples of officers being rewarded for achieving 
relatively simple detections whilst work by colleagues, which could not be measured, 
such as spending time with victims and taking detailed statements went unrecognised.  
Officers felt that the award system did not always value their work unless it could be 
specifically measured. 

 
49. Constables and sergeants on the BCU believe that the league tables produced to 

measure officer productivity should not be used as anything more than an indicator of 
an officer's performance and they are resentful of what they see as a 'name and shame' 
culture involving undue reliance by senior managers on statistics.  The inspection 
team are concerned that if left unchecked this may result in a 'them and us' attitude 
between staff and senior managers.   

 

Complaints 
50. Between April 2004 and March 2005 the BCU received a total of 289.2 complaints 

per thousand officers (89 complaints), a slight decrease on the previous year when 
292.5 complaints per thousand officers were recorded (90 complaints).  The majority 
of complaints were for incivility and during 2004/05, seven complaints were 
substantiated compared to six the previous year.  The indications are that the statistics 
for complaints during 2005/06 will show no significant fluctuations, but the DCT 
would benefit from carrying out routine analysis of complaints to determine location 
and type to assess how they could be prevented or reduced.   

 
Complaints 

Complaints 2003/04 2004/05 % Change 

Complaints per 1,000 
Officers 292.5 289.2 - 1.14% 



Inspection of North Downs BCU – Sussex Police 
March 2006 

20 

Human Resources 
 
51. The BCU employs an HR manager with wide experience outside the police service 

who reports to the BCU Commander and is a member of the DCT.  She is supported 
by an HR officer and a small team.  The team has had to devote a significant amount 
of its effort to HR issues in the neighbouring Gatwick Airport BCU.  At the time of 
inspection, this responsibility was about to pass to another department.  Together with 
the planned recruitment of an additional HR officer this will enable the service to 
improve. 

 
52. The unit has recently changed the way it provides HR services by requiring staff 

seeking advice to approach their line managers in the first instance, with the unit itself 
dealing directly with line managers other than in exceptional circumstances.  Line 
managers and supervisors are being trained and supported in the development of 
people management skills.  While HMIC supports this approach, the rationale for the 
change has not been well explained to staff or the staff associations.   

 
53. The BCU action plan 2005/06 contained some HR-related priorities, objectives and 

targets.  There is, however, no separate development plan for the delivery of HR 
services.  A succinct document that sets out how HR support for the overall BCU 
strategy will be improved, compiled after consultation with stakeholders, would be a 
useful way of coordinating activity in this key function.   

 
RECOMMENDATION  1 

That the HR manager produces a plan for the delivery of 
HR services and dispels perceptions that HR support has 
been reduced, ensuring that all staff understand the 
benefits of the new system. 

Training 
 
54. The local training unit comprises a part-time sergeant, two local training officers 

(LTOs) and 1.5 full-time equivalent officer safety trainers.  Police officers receive 
two training days every 10 weeks, one of which is devoted to officer safety.  With the 
introduction of the probationer development unit (see below), it may prove difficult 
for the local training officers to deliver mandatory forcewide training and meet local 
needs.  At present the training sergeant spends much of her time on administrative 
tasks such as arranging and allocating courses.  It is intended that the HR unit will 
undertake some of these tasks, enabling the sergeant to do more training and the 
improvement activities expected of a training manager.  Trainers’ classroom time 
could also be increased if the force training department could consistently send out 
more complete training packages for mandatory modules.  That would obviate the 
need for LTOs on all BCUs to produce their own training materials. 

 
55. Training priorities are determined by the DCT.  It is difficult to adhere to the outline 

BCU learning programme prepared each year and submitted to HQ because central 
and local priorities change.  This in turn makes it difficult to plan courses and ensure 
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high attendance rates.  Other adverse consequences include occasional disruption of 
commitments to involve partner agencies in local training.  A more systematic 
approach to identifying training needs and priorities should be adopted, with 
consideration being given to a separate forum, such as a training users group, with the 
clear purpose of matching the programme to strategic priorities and monitoring and 
improving training standards.   

 
RECOMMENDATION 2 

That the BCU adopts a more systematic approach to 
determining the local training programme and 
monitoring and improving training standards. 

56. There has been no first aid training on the BCU in the past year.  This issue is being 
addressed at force level and it is important that the accreditation programme is re-
established as soon as possible. 

 
Probationer Development Unit 
 
57. At the time of the inspection, the tutor unit was changing to the probationer 

development unit (PDU), the transition to be complete by September 2006.  The 
change will see a considerable investment in this important function, with the PDU 
comprising two units of a sergeant and eight constables managed by an inspector.  
Student officers will alternate modules at Sussex University with periods on the BCU, 
leading to a professional qualification.  This system will require a change in the way 
in which student officers are tasked since they will not have received such broad basic 
training before they arrive on the BCU.  The opportunity should be taken to ensure 
that they are, so far as is possible, not used on duties that do not contribute to their 
professional development. 

 
58. At the time of the inspection student officers were not being informed of their future 

places of work until some 31 weeks into their service, not the practice on other BCUs 
where greater consideration is given to individual needs.  This approach should 
change with the introduction of the student officer course. 

 
Staff Appraisal 
 
59. In the past year an electronic performance and development review (PDR) system has 

been introduced across the Force and most managers and supervisors have recently 
been trained in its application.  A target in the BCU plan for 90% compliance with 
PDR completion for all staff in 2005/06 was achieved. 

 
60. The inspection team examined a sample of 21 PDRs carried out under the previous 

system.  The standard of completion varied considerably, some containing detailed 
assessments and imaginative and precise development objectives, while others 
suggested that the process had not been thorough.  The local training sergeant collates 
and actions those parts of development plans that relate to training. 
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61. The new electronic system should promote consistency and will require at least one 

interim review.  It is important that senior managers set a strong example in ensuring 
the quality of the new process and that its credibility amongst staff is closely 
monitored over the next year.   

 
Attendance Management 

62. As shown in the following table, the average days lost to sickness have fallen 
significantly in the past year for both police officers and police staff.  The sickness 
rate for police officers is significantly lower than any other BCU in Sussex; for police 
staff, it is close to the force average. 

 
Sickness 

Days Lost 2003/04 2004/05 % Change 

Police officers 9.86 8.51 - 15.8% 

Police staff 12.47 14.77 + 18.44% 

63. A new approach to attendance management has been adopted across the Force in 
recent months, a subject included in recent training for supervisors and managers.  It 
includes less rigid use of the Bradford Formula, reliance on a simpler set of triggers 
for management intervention, and clearer guidance on when and how supervisors are 
expected to intervene.  HMIC is pleased to note that this approach has already made 
an impact in North Downs. 

 
Diversity 
 
64. Diversity is said to be high on the agenda for the BCU.  There is considerable 

evidence of concerted action to promote fairness and equality in service delivery but 
it is less clear how diversity is being promoted with regard to internal issues. 

 
65. Good use is made of a BCU independent advisory group.  This forum includes people 

from all the main ethnic groups.  In addition to advising on policies and the handling 
of critical incidents, it also regularly monitors police use of stop and search powers 
and racist incidents.  This liaison is coordinated by the Crawley community safety 
sergeant who also works with the HQ HR department to represent the Force at local 
recruitment fairs, with the specific aim of promoting BEM recruitment. 

 
66. Although few diversity issues were raised with the inspection team by staff, BCU 

action to support the Force Race Equality Scheme and other internal diversity goals 
could have had a greater priority.  All staff have been through a two-day forcewide 
race and diversity training programme in the past year but there is very little 
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monitoring of the impact of policies and practices in key areas such as recruitment, 
selection for specialisms or courses, promotion, grievance or discipline.   

 
Health and Safety 
 
67. The finance and administration manager takes the lead for the BCU in operating a 

management control system for health and safety.  She oversees a comprehensive 
action plan, ensuring key actions are followed-up, and chairs quarterly meetings.  
After the last two meetings in 2005 were cancelled, efforts have been made to 
reinvigorate the process.  There is some frustration on the BCU with what they 
perceive to be delays in the provision of guidance, training and support from HQ.  
Every effort should be made to utilise the skills of officers trained by the Police 
Federation in implementing BCU’s own action plan.   

 
Crime Management 

Use of Forensic, DNA and other Scientific Techniques 
68. The Government has invested heavily in the application of forensic science by the 

police service.  This is reflected in the Police Science and Technology Strategy which 
demonstrates a firm commitment to improve the detection of crime by scientific 
methods. 
 

69. Sussex Police's scientific support branch (SSB) is part of headquarters CID, but 
provides line and professional management to local crime scene investigators (CSIs).  
The SSB produces an overarching performance plan as well as individual unit 
performance plans and performance measures are produced to monitor team and 
individual contributions. 
 

70. The CSIs use a recently developed intranet based IT system known as SOCWEB.  
This enables intelligence researchers and analysts to inform the fortnightly tasking 
process by using the accurate and timely information supplied by the CSIs on 
suspects and specific modus operandi.  The inspection team were pleased to note that 
a CSI attends the BCU's daily management and fortnightly tasking meetings. 
 

71. The BCU's CSI team are headquarters' staff.  They are led by a principle CSI with 2 
senior CSIs and 10 CSIs.  As an indicator of their performance during the financial 
year 2004/5 the team attended 3,641 crime scenes, representing 93.1% of all their 
referrals.  They recovered 338 DNA samples of which 42.6% resulted in an 
identification of an offender and 1,047 fingerprint lifts of which 16.3% yielded an 
identification. 
 

72. The BCU manages forensic identification in accordance with a force model.  Crime 
reports are updated with identifications made by the SSB which are sent to the BCU's 
Crime Management Unit (CMU) which forwards the details to the researcher in the 
Intelligence Unit for comparative analysis against other crimes.  The result is 
forwarded to the Daily Management Meeting for allocation and progress is monitored 
on a spreadsheet maintained by a constable at Mid-Sussex.  The inspection team felt 
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that, given the potential impact on performance, the BCU would benefit from 
examining the numbers of outstanding DNA and fingerprint identifications on each 
district at the TTCG meeting with officers being required to provide updates on 
progress. 

 
Crime Recording Practices 
73. The National Crime Recording Standard (NCRS) was first introduced in April 2002 

by the Association of Chief Police Officers (ACPO) and the Home Office.  The aim 
of NCRS is to promote greater consistency between police forces in the recording of 
crime and to take a more victim oriented approach.  It was also intended that it would 
ensure a more complete picture of the reality of crime in communities.  The NCRS 
was attributed with causing rises in some key crime categories, which since the years 
April 2002-04 have created a new baseline from which comparative performance can 
now be examined. 

 
74. In May 2004 Sussex Police introduced a central crime recording and investigation 

bureau (CRIB) and BCUs have migrated to the CRIB as part of a phased programme.  
The majority of criminal offences are reported to the police by the public over the 
telephone and the implementation of the CRIB has led to a more rigorous stance on 
the recording of crime, which has resulted in an expected increase in overall crime.  
The most common category that is usually affected by NCRS is violent crime.  Minor 
disputes and assaults which were not normally recorded before are now fully captured 
under the new system. 

 
75. During 2005 the BCU began using fixed penalty notices to deal with minor offences, 

some of which had been committed under S.5 of the Public Order Act 1986 which 
falls within the category of violent crime for the purposes of crime recording.  This is 
in accordance with national guidelines, but the result is that often offences which 
would have been dealt with informally by the police at the time are now recorded 
which increases the detection rate, but is also reflected in increases in the numbers of 
offences recorded. 

 
76. The combination of these three factors has made a major contribution to the BCU's 

rise in violent crime.  The figures for January - December 2005 show an increase of 
9.88% in recorded violent crime, with a 1.4% drop in detections compared with 2004.   

 
77. The inspection team found strong evidence showing the BCU's commitment to NCRS 

compliance with daily updates provided at the daily management meetings and a 
good degree of knowledge amongst staff about what was required.   

 
78. The BCU operates a crime management unit (CMU) which is based at East Grinstead 

and consists of a supervisor, four crime record investigation assessors (CRIAs) and 
six CMU assistants.  The CMU receives and reviews all the crimes recorded by the 
CRIB and allocates them to NPT sergeants and assesses all detected and undetected 
crimes before they are filed.  The CRIAs carry out quality assurance checks and 
review initial reports of crimes for NCRS compliance and adherence to the Force's 
victim contract policy.    
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79. The CMU replaced the BCU's incident management centre which, prior to the CRIB, 

was the focal point for crime recording and management with staff inputting crime 
complaints, dealing with the public for non-attendance crimes and more importantly 
carrying out desk-top investigations.  The CMU no longer performs these functions 
and it was clear from focus groups held with a variety of staff that the bulk of call-
backs to the public and desk-top investigations are now carried out by already busy 
NPT officers. 

 
80. The inspection team appreciates the Force's desire to improve its service to members 

of the public wishing to report a crime over the telephone and the CRIB's 24 hour 
capability is a marked improvement.  However, the inspection team is concerned that 
the demands on NPT staff have increased because CRIB and CMU personnel are 
unable to carry out basic desk-top investigations.  This has potentially serious 
implications for managing demand and improving performance.   

 
RECOMMENDATION 3 

That the BCU reviews its’ management of crime reports, 
aiming to reduce the burden upon NPT staff. 

Hate Crime, Domestic Violence and Child Protection 
 
81. The effective investigation and support for victims of hate crime (race, homophobic 

and transgender motivated offences) is a Government priority.  The ethnic minority 
and gay communities across the BCU are comparatively small, as is the incidence of 
hate crime. 
 

82. During 2005 the BCU recorded 187 racist crimes of which 64 were detected.  This 
compares to 194 racist crimes during 2004, 46 of which were detected.   

 
Racially Aggravated Crime 

 2004 2005 
Change 
2003/04 - 
2004/05 

% Racially 
Aggravated 
Crime Detected 

23.7% 34.2% +10.5% 

83. During 2005 the BCU recorded 21 homophobic crimes, 7 of which were detected 
compared to 2004 when 15 offences were reported, none of which were detected.   
 



Inspection of North Downs BCU – Sussex Police 
March 2006 

26 

Homophobic Crime 

2004 2005 
Change 
2003/04 - 
2004/05 

% Homophobic 
Crime Detected 0% 33.3% +33.3% points

84. The specialist investigation branch, which is part of headquarters CID, is responsible 
for policy governing the investigation of hate crime, domestic violence and child 
protection.  Specialist investigation units (SIUs) have been set up on each BCU, 
supervised by a detective inspector.  North Downs BCU has an anti-victimisation  
unit (AVU), working within the SIU, which is responsible for domestic violence, 
vulnerable adults and hate crime.  The AVU has 3 officers, one of whom is part-time 
and deals with victim care and at the time of the inspection one officer was 
completing a long term CID attachment leaving one officer to cover all AVU 
responsibilities.    
 

85. The Sussex Police hate crime policy reflects ACPO guidelines and states that all hate 
crime incidents will be subject of a full investigation with quality focused 
investigation standards providing tactics and guidance for officers. 
 

86. Staff in the BCU's AVU spend the majority of their time dealing with vulnerable 
adults.  Although AVU staff review all hate crimes they have little input into the 
investigation and district staff deal with hate crimes which are highlighted and 
discussed at daily management meetings.  The AVU do not play an active role in 
liaising with partner agencies to provide support to victims of hate crime which was 
reflected in a focus group held by the inspection team with CDRP representatives.  
Although the BCU's performance on hate crime detections has improved significantly 
during the last year, the inspection team felt that the BCU would benefit from a more 
consistent approach to hate crime investigations.   

 
RECOMMENDATION 4 

That the DCT improves the service the BCU provides to 
victims of hate crimes by ensuring that the AVU improves 
communication with statutory partners and acts as a point 
of reference for hate crime investigations to ensure 
compliance with ACPO policy. 

87. The BCU recorded 2,310 offences of domestic violence during 2005, of which 21.7% 
(502) were detected.  During 2004 the BCU recorded 2,392 offences of which 24.8% 
(502) were detected.  This represents a 3.5% reduction in the number of offences 
reported and an 18.5% decrease in the detection rate.  The inspection team are 
concerned by the BCU's relatively low detection rate for domestic violence and in 
particular by the reductions in detections over the last year. 
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Domestic Violence 

Domestic Violence 2004 2005 % Change 

Number of Domestic Violent 
Cases Recorded 2,392 2,310 -3.5% 

Number Of Detections 595 502 -18.5% 

88. Sussex Police operates a domestic violence policy with detailed guidance to 
operational officers, but the inspection team was surprised to find that the BCU does 
not have officers dedicated to investigating domestic violence offences.  The AVU 
staff have few dealings with domestic violence offenders, concentrating more on 
victims, but they do investigate the more serious offences as far as their limited 
resources allow.  The BCU could improve its performance on domestic violence by 
increasing the resourcing of the AVU and widening its remit to include all 
investigations with serious and repeat offenders.  Domestic violence officers should 
provide advice for colleagues on domestic violence investigations and have an 
overview of current cases.    
 

89. In 2004 ACPO published guidance to forces on investigating domestic violence and 
several areas now have successful initiatives which are producing sustainable results.  
The SMT may wish to consider examples of good practice in other forces such as the 
domestic violence intervention partnership operating in Gloucester which is viewed 
as best practice.   

 
RECOMMENDATION 5 

That the BCU reviews the remit of the AVU and allocates 
dedicated police officers to all serious and repeat domestic 
violence investigations and conducts an audit of  domestic 
violence offences to examine how detection rates can be 
improved.   

90. There are 3 detective sergeants and 6 detective constables on the BCU's child 
protection team all of whom have had access to training courses organised by NCIS 
on interviewing dangerous sex offenders.  The inspection team found that staff felt 
well supported by the SIU detective inspector and relationships with local social 
services are good.   

 

Intelligence Led Policing 
Intelligence Functions 
91. The BCU has a divisional intelligence unit (DIU) under the management of a 

detective inspector which is based at Horsham Police Station. 
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92. The DIU comprises of: 
2 detective sergeants 

6 constables who are intelligence development officers (IDOs) 

2 source co-ordinators 

A senior analyst, 3 analysts and 3 researchers  

A chemist inspection officer 

A briefing officer.   

A dedicated source unit (DSU) with 3 source handlers is led by a detective sergeant who 
also covers the neighbouring West Downs BCU's DSU. 
 
93. The 6 IDOs have recently been given geographic responsibility with 2 IDOs covering 

each district.  One IDO is based on each district whilst the 3 others work from the 
DIU office at Horsham.  Although the IDOs have been based on the districts to make 
them more accessible to district staff there is a formal tasking system for their 
services with appropriate audit trails back to the DMM and TCG, where they receive 
the bulk of their work. 
 

94. In accordance with best practice the IDOs do not routinely involve themselves in 
arrests and interviews of offenders, but gather intelligence on local nominals and 
obtain warrants for colleagues to execute.  Level 2 offenders are dealt with by 
headquarters CID. 
 

95. The DIU analyst and researchers provide regular district intelligence reports and 
problem profiles which drive activity.  The analysts are well-equipped with up to date 
IT for mapping and GSI analytical work and have attended appropriate courses.  The 
inspection team viewed two problem profiles which were of a high quality, with 
excellent intelligence and a comprehensive summary of offences with 
recommendations for managers to consider.   
 

96. The DSU staff have received training for level three advanced handlers and work 
from an appropriately secure office.  Officer productivity is monitored through a 
comprehensive list of performance indicators which record quarterly the number of 
arrests they have contributed to, the drugs and stolen property they have helped 
recover, detections which are attributable to their work and the number of intelligence 
reports submitted, broken down into crime categories.  Whilst it can be time-
consuming to maintain such records they provide a useful insight for managers on the 
DSU's productivity. 
 

97. The inspection team were surprised to find that the 3 DSU handlers, at the time of the 
inspection, only had 8 active covert human intelligence sources to manage.  The BCU 
has invested considerable resources in the intelligence function and a productive and 
dynamic DSU should help improve performance in key crime areas. 
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Tasking Processes  
98. The BCU uses the National Intelligence Model (NIM) to drive police activity across 

the three districts.  There is a robust and clear tasking process which is administered 
through a fortnightly tasking and co-ordinating group (TCG) and a daily management 
meeting (DMM).  A weekly intelligence meeting and a quarterly strategic TCG 
meeting oversee these functions and review them accordingly. 
 

99. The inspection team attended a TCG and a DMM.  The strategic assessment and 
control strategies were provided to the inspection team, both of which were well 
prepared and comprehensive.  The present BCU control strategy identifies the 
following priorities: 
 
• Acquisitive Crime, including residential burglary, vehicle crime and personal 

robbery 

• Anti-social behaviour, including public place violent crime and criminal damage 

• Serious crime, including counter terrorism, race and hate crimes and the supply of 
class A drugs. 

 
100. The TCG meeting was run in an appropriately business like manner, and although 

more accountability from district chief inspectors could have been required, the 
meeting addressed the strands of intelligence, enforcement and prevention in a 
logical manner.  It was noted that there were no representatives from partnership 
agencies present at the TCG meeting, but partners are included in more local district 
meetings which complement the TCG.  For instance Mid-Sussex holds a multi-
agency meeting every Tuesday at East Grinstead which is well attended by partners 
and NPT staff and at Crawley members of the Crime Reduction and Action Group 
meet daily via telephone conference before the DMM.  Given the district structure 
operated by the BCU this is a sensible alternative which the inspection team viewed 
as good practice. 
 

101. The DMM is chaired by the operations superintendent, with district chief inspectors 
using telephone conferencing facilities.  Although the DMM agenda has several 
standing items, it is managed in a dynamic style and was concluded within half an 
hour.  It was clear to the inspection team that the DMM allows the SMT to maintain 
a tight focus on operational accountability across the BCU. 
 

Briefings 
102. The National Briefing Model (NBM) is an important development and sets minimum 

standards and guidance for forces to develop.  The inspection team were shown a 
patrol briefing at Haywards Heath, Crawley and East Grinstead.  Briefings are held 
in bespoke briefing rooms and the sergeants are assisted by appropriate IT and 
power-point presentations using a recently developed in-house system known as 
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BaTS (briefing and tasking system).  The information given to officers reflected their 
priorities, and was specific to their geographical areas of responsibility with useful 
information on bail conditions and colour photos of suspects.  The briefing included 
requirements for officers to carry out dedicated patrols and to update the system with 
summaries of their activity. 
 

103. The BCU employs a briefing officer who is a member of police staff dedicated to 
updating and maintain the briefing products and this is reflected in the quality of the 
briefing information.  The inspection team regard the BCU's briefing arrangements 
as good practice.   
 

Public Protection Unit 
104. The North Downs BCU has a public protection unit (PPU) staffed by two police 

officers under the supervision of a sergeant from the child protection team.  The 
officers spend the majority of their time monitoring individuals on the sex offenders' 
register, which they manage through a national violent and sex offenders register, 
known as the VISOR database.  However, they also have responsibility for 
monitoring all MAPPA cases and work closely with probation officers, meeting 
monthly and conducting joint visits.   

 
105. At the time of the inspection the PPU was monitoring 142 offenders, approximately 

25 of whom were graded as high risk and 60 as medium.  The DCT is advised to 
keep a close eye on the number of offenders each officer is responsible for as there 
are no nationally agreed guidelines, although HMIC understands that the matter is 
currently being considered by ACPO. 
 

Proactivity 
106. The BCU runs a local support team (LST), led by an inspector.  Until recently the 

LST had 1 sergeant and 6 constables on each of the districts, but the Crawley team 
were disbanded at the beginning of 2006 leaving 1 sergeant and 5 constables at Mid-
Sussex and Horsham, both carrying one vacancy.  The LST officers are trained to 
provide a proactive support to uniform and CID colleagues undertaking a wide range 
of activities from high visibility patrols of hot spots to running static observation 
points and conducting limited foot surveillance, for which they have received 
appropriate training. 
 

107. The LST is tasked directly from the TCG and DMM processes following bids for 
their time from district chief inspectors.  The LST received 82% of their work 
directly from the tasking processes during the month immediately before the 
inspection. 
 

108. During several focus groups held by the inspection team with operational officers it 
was felt that whilst the LST provided a degree of proactive capability they were 
unable to adequately meet the demands of the BCU, largely through other 
commitments they were required to fulfil.  In order for the BCU to be fully NIM 
compliant it must demonstrate a capability to respond rapidly to fresh intelligence 
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which requires actioning.  This is particularly important considering the number of 
officers engaged in the intelligence function on the BCU and the potential for 
intelligence to be overlooked due to a lack of resources to act upon it.   
 

109. The inspection team were informed of incidents when warrants had been obtained 
which needed prompt execution only for them to be given to NPT staff who were 
unable to follow them through within sufficient time.  The inspection team appreciate 
the resourcing implications, but believe that the DCT should consider the benefits of 
a proactive team which could act quickly upon fresh intelligence, and impact 
accordingly upon performance. 
 

RECOMMENDATION 6 
That the DCT review the BCU's proactive capability with a 
view to ensuring that resources are available to respond 
rapidly to fresh intelligence.   

Organisational Culture and Leadership 
110. Organisational culture can be described as a set of values and beliefs that underpin 

an organisation.  Influencing organisational culture and sub-cultures takes time and 
patience, particularly if lasting change to the benefit of the organisation and its 
stakeholders is to be achieved.  Organisational culture can be encapsulated best by 
understanding that the environment in which people work affects their overall 
outlook, values and modus operandi.  However, organisational culture does not exist 
independently of the personnel who make up the organisation.  It is they who are the 
‘culture’, which can be positive or negative.  Culture can be a significant contributor 
to an organisation's performance and merits a clear understanding by leaders. 

 
111. There is a strong performance culture within the BCU's DCT, shared by inspectors, 

although officers below inspector rank were not so enthused.  This was exampled by 
the fact inspectors generally thought it was a good idea to receive text messages with 
their individual team targets on a monthly basis, whilst some supervisors saw the 
practice as intrusive (particularly when the messages were received on privately 
owned phones).  Staff also complained of being inundated with e-mails, a common 
complaint across all BCUs.   

 
Leadership  
 
112. The BCU is led by a chief superintendent, who displays clear strategic ownership of 

the direction, and performance of the division.  The visibility of the DCT was patchy 
across the BCU, partly due to the geography of the division being made up of three 
districts, and partly because some members of the DCT made a greater effort than 
others.  Staff would have been surprised at the depth of knowledge that the BCU 
Commander displayed on individuals and their needs, but this sensitivity towards 
staff issues was not communicated back to staff in terms of ‘this is what this division 
stands for’. 
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113. The BCU Commander was aware that some staff had concerns about the visibility of 
the DCT and has taken steps to address this, but was very conscious of the need to 
allow District Commanders to ‘lead’ their districts.  Although the BCU Commander 
did not shrink from taking difficult decisions, there was very much an inclusive 
consultative management style in evidence on the BCU.  Good work is undoubtedly 
recognised on the division but many staff indicated that they were unaware of this. 

 
114. Whilst it is commendable that the BCU Commander is keen to allow managers to 

come to the fore to receive credit for their efforts, it is important a grip is maintained 
on overall command, and to take some of the plaudits where appropriate for 
facilitating that success.  Some staff complained that the competitive environment 
between senior managers had been divisive in the past, but there was no longer any 
evidence of this at the time of the inspection.   

 
Communication 
115. The BCU has a full-time media officer, who is responsible for both internal and 

external communications.  Internal communication methods include: 
 

1 an intranet briefing system 
2 dedicated intranet pages 
3 performance notice boards 
4 daily management meetings 
5 E-mails 

 
116. There is no divisional newsletter and although they can be time consuming to 

maintain, as long as they are easily accessible, they can be worth the effort as a 
means of less formal communication. 

 
117. The inspection team were impressed with the fact that the photographs of the Chief 

Constable and senior officers of Sussex Police were prominent in all public areas of 
police stations visited, and were found throughout police buildings.  No such images 
of the DCT were found, indicative of the self-effacing management style of the BCU 
Commander.  When officers were interviewed they clearly knew the importance of 
performance to the DCT and detectives were able to give details of targets, but all 
staff struggled when asked what the BCU stood for in terms of strategic aims.   

 
118. Though not across the board, there was sufficient evidence to indicate a morale issue 

on the BCU, which the inspection team considered to be largely but not exclusively a 
matter of poor communication.  Effective internal communication is an essential 
ingredient of any successful BCU.  As detailed above, effort is made to communicate 
with staff and the BCU Commander was described as being approachable on a one-
to-one basis.  Senior managers do operate a truly open door policy, but being 
available is not an alternative to effective communication.  Equally staff complained 
that the style of the DMM was intrusive and attempted to micro manage, whilst they 
felt overloaded with e-mails.  The result of this is that staff find it impossible to 
identify what the really important messages are, or what the BCU stands for. 
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119. All of the above methods of communication are laudable and welcomed by the 
inspection team.  There is a communications policy bit it is clearly in need of being 
re-vitalised.  What is required is an all-encompassing communication strategy, which 
determines the importance of the message and thereby how it will be communicated.  
A communications strategy needs to be formulated to reflect the needs of a particular 
BCU, and therefore can not be prescriptive but the following should be considered; 

 
• better use of notice boards 
• images of the DCT in all stations  
• business improvement forums  
• divisional newsletter 
• staff welcome pack,  
• control/filtering of e-mails, etc. 

 
RECOMMENDATION 7 

The BCU commander, in conjunction with the media 
officer, develops a divisional communication strategy.   

Reassurance and Visibility 
 
120. Anti-social behaviour blights local communities and damages community cohesion.  

It is important that this is recognised by the police and that they respond effectively, 
using a menu of options of which visibility is key.  For many people, perceptions of 
crime or the level of disorder matter more than recorded statistics.  It is therefore 
vital that police forces provide reassurance through tactics such as high visibility 
patrols, as well as taking effective action against anti-social behaviour. 
 

121. Sussex Police and the BCU operate a Force Community Engagement Strategy 
involving extensive use of partnership agencies, Local Action Teams and 
consultation exercises with the public.  At the beginning of 2006 Sussex Police set 
out its 'service principles' for citizen-focused policing which are in line with the 
National Quality of Service Commitment for 2006.   

 
122. In accordance with a force model the BCU tackles reassurance at district level and at 

the time of the inspection was in the process of implementing a new initiative 
resulting from the national Neighbourhood Policing Project in the form of 
neighbourhood specialist teams (NSTs).  Prior to the introduction of NSTs the BCU 
relied on staff from the 10 NPTs to provide reassurance and tackle anti-social 
behaviour, however, it did not have dedicated community beat officers.  Whilst this 
approach enabled policing to be close to local issues and to respond to them, the 
commitments of NPT staff to other areas of policing did not always provide the 
quality of service which the Force and BCU were striving to achieve. 

 
123. Until the advent of NSTs the BCU's districts adopted differing approaches to anti-

social behaviour and reassurance policing, all of which were effective for the area 
they covered and involved an impressive amount of partnership work to find 
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sustainable solutions to problems.  An area of note within the BCU has been the 
Priority Policing Zone (PPZ) in Crawley which was set up in 2004 to deal with 
problems on the Broadfield and Bewbush areas of the town.  The PPZ team, led by 
an inspector, worked closely with Crawley Borough Council and other partners to 
identify and target persistent offenders.  The team used high-visibility patrols in 
hotspot areas and were proactive in their work which has seen a significant reduction 
in anti-social behaviour and minor crime in the area, resulting in 12 anti-social 
behaviour contracts for a hard core of offenders.  The work of the PPZ team has 
received favourable press coverage and feedback at community meetings where it 
has also been reported that drug dealing in the area has declined.   

 
124. The PPZ team has now evolved into Crawley's NST, led by the same inspector with 

3 sergeants, 8 neighbourhood specialist constables and 21 PCSOs.  The other 2 
districts within the BCU will follow a force model whereby NSTs operate from 
within NPTs.  Some constables and all PCSOs within the NPTs will be known as 
'Neighbourhood Specialists'.  Constables who are 'Neighbourhood Specialists' will be 
given additional training and protected from abstractions to other duties such as 
response and dealing with routine volume crime.  NSTs will be supported by special 
constables who will work with them on dedicated wards.  The Force has developed a 
raft of performance indicators to measure the NSTs effectiveness and their progress 
will be closely monitored.       

 
Special Constables 
 
125. At the time of the inspection there were 51 special constables on the BCU, divided 

evenly between the three districts.  Most of their duties involve high visibility patrol, 
working with NPTs.  In some cases they patrol with PCSOs, finding this a useful 
practice since their police powers complement the local knowledge built up by the 
PCSOs.  There is concern about the lack of training on the division over the last two 
years, although some action is being taken at district level to address this issue.  In 
spite of that problem, these unpaid volunteers do feel that on their districts their 
contribution is valued by regular officers and that they are equipped and supported to 
carry out their duties. 

 
126. Special constables did, however, raise concerns about coordination and support from 

HQ.  For example, long delays in the centralised recruitment process have 
discouraged some people wishing to become special constables and local officers 
have not been notified by HQ of local applicants so that they can contact them and 
assist them through the process.  A recent communication to 70 officers across the 
Force who have not performed the required number of duties informed them that 
their services were no longer required without involving local management to check 
whether account should have been taken of individual circumstances.  HMIC is 
pleased to note that local management is attempting to mitigate the adverse effects of 
this exercise. 

 
PCSOs 
 
127. PCSOs play an important part in a BCU’s reassurance and visibility functions.  North 
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Downs BCU has 54 PCSOs, two of whom are safer schools partnership officers 
based within Crawley's largest secondary schools and a further PCSO is attached to a 
large secondary school in Horsham.  The remaining PCSOs are attached to NPTs on 
districts, but after April 2006 will be included within the NSTs. 

 
128. The PCSOs based within schools are jointly funded by Sussex Police and the 

schools, but this is subject to review and it is hoped that their costs will be met fully 
by the Education Authority in future.  The PCSOs provide an important service to 
pupils and staff by offering advice on police matters and helping to prevent minor 
offences taking place on school grounds during term time.  Throughout the school 
holidays the PCSOs revert to other duties, but maintain a responsibility for school 
related matters.  The inspection team views the placement and funding arrangements 
for the Safer Schools Partnership officers as good practice. 

 
129. A focus group held by the inspection team with PCSOs from each district produced 

evidence that they are not yet integrated with their police officer colleagues.  PCSOs 
felt varying degrees of resentment at their presence and a lack of knowledge of their 
purpose from constables and sergeants which was reflected in focus groups held with 
operational officers.  In the experience of the inspection team this is highly unusual. 

 
130. Although PCSOs are based within NPTs their hours are not aligned to the shifts and 

consequently they begin work after the shift briefings have taken place, commonly 
resulting in self-deployment and self-briefings.  There is a lack of any management 
structure for PCSOs and the inspection team found evidence that they were at times 
deployed inappropriately.  For instance it is the norm for PCSOs to be given house-
to-house enquiries to complete for burglary offences, which it could be argued raises 
their visibility, but equally it detracts them from tackling the key issues which they 
were designed to address.  Focus groups with PCSOs and police officers drew 
comments that these enquiries should be completed by an investigating officer, a 
view which the inspection team share. 

 
131. PCSOs throughout the BCU are tasked in an ad hoc manner, receiving most of their 

work through messages left in their in-trays or by e-mail with little explanation or 
verbal communication from sergeants or inspectors.  The impression of a lack of 
integration is compounded at Crawley where PCSOs work in a different office to 
police officers and have only one computer terminal between them.  On another 
district a PCSO had not received a PDR for 18 months and another had been in post 
for over a year but had not received body armour despite numerous requests. 

 
132. The PCSOs interviewed stated that they would welcome a stronger management 

structure and a forum through which they could relay their concerns to the DCT.  
Several other BCUs have a DCT member with overall responsibility for PCSOs.  If 
managed correctly the PCSOs will be an effective and powerful resource for tackling 
anti-social behaviour and a central pillar to the BCU's reassurance and visibility 
agenda.  The inspection team is aware that the control and direction of PCSOs will 
change under the NSTs and believes that the SMT should take this opportunity to 
ensure they are fully integrated into the police family and formalise their tasking, 
management and welfare arrangements. 
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RECOMMENDATION 8  

That the DCT ensure that PCSOs are fully integrated by 
improving their tasking, deployment and management 
structures and giving a member of the SMT strategic 
responsibility for PCSOs.   

Operation Crevice 
 
133. Operation Crevice is the operational name given to the Metropolitan Police Service's 

investigation into offences of conspiracy to cause explosions on 30th March 2004.  A 
trial has commenced at the Old Bailey which is expected to run for several months 
with five of the defendants from Sussex, four of whom live in Crawley. 

 
134. The trial represents significant challenges to the BCU, local partners and the 

community and Sussex Police has set up a management plan, in conjunction with 
Crawley Borough Council, to ensure that a proactive rather than a reactive response 
is delivered.  Recognising that the key to success is community engagement and 
communication the plan includes the establishment of a critical incident independent 
advisory group, a programme of community meetings, a proactive media strategy 
and a process of continuous development of contingency plans.  The plan has a 
detailed list of actions, which are regularly reviewed, for dealing with issues during 
and after the trial and a protocol to ensure clarity of responsibility for different 
agencies. 

 
135. During focus groups with CDRP representatives and the Police Authority Sussex 

Police's management plan for Operation Crevice drew several favourable comments.  
In particular the command team from the BCU were praised for the impressive way 
they dealt with a recent public consultation meeting on this issue.  It is clear to the 
inspection team that the effort put in by both the Force and BCU personnel to 
manage the repercussions of Operation Crevice deserve recognition and should be 
regarded as best practice for such circumstances.         

 

Custody Facilities 
 
136. The BCU's custody unit is based at Crawley Police Station and is run by the Force's 

Criminal Justice Department.  The unit is unusual within Sussex in that the others are 
managed under a private finance initiative agreed between the Force and Reliance.  
However, Reliance does provide staff to assist running the unit. 
 

137. During 2005 the Crawley custody unit processed 10,432 prisoners.  The unit is 
permanently staffed by 2 trained custody sergeants who are supported by a detention 
supervisor supplied by Reliance to assist booking in prisoners.  Three custody 
assistants, supplied by Reliance, are on duty at any one time. 
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138. The inspection team were particularly impressed with the arrangements for medical 
staff within the custody unit.  Whilst a police surgeon is still available, many tasks 
are undertaken by a qualified nurse, making good use of changes in PACE which 
enable several functions to be undertaken by a registered nurse or a medical 
practitioner.  For instance, the nurses, one of whom is on duty around the clock, take 
blood samples from prisoners and administer prescription medicines.  Of particular 
note is the fact that the nurses are trained to take forensic samples in cases of sexual 
assault, thus providing an efficient and effective service to victims and officers. This 
is viewed by the inspection team as best practice. 
 

139. Each custody unit within Sussex is managed by a dedicated inspector who is from 
the Criminal Justice Department.  The inspectors provide cover across the force area 
from 0700hrs - midnight 7 days a week, dealing with all custody related matters 
including PACE authorities.  This arrangement considerably eases the burden on the 
BCU's duty inspectors and brings an element of consistency to decision making. 
 

140. Crawley custody unit has 18 cells, 4 of which are allocated for female prisoners and 
at the time of the inspection CCTV equipment was being refitted to provide coverage 
of all cells which also have intercom devices. 
 

141. During focus groups with operational staff concerns were expressed about the lack of 
cell space at Crawley which was felt to be insufficient at peak times - most notably at 
weekends.  It is common for Crawley custody unit to be full and officers to transport 
prisoners to Brighton and other areas across the Force, raising questions over officer 
and prisoner safety and having a consequential affect on performance as officers do 
not have access to prosecution teams at other stations.   
 

142. The problem of cell capacity at Crawley is compounded by neighbouring Gatwick 
BCU staff and Immigration Officers bringing prisoners to Crawley who, due to the 
nature of the offences often take a long time to deal with, leaving North Downs staff 
to travel elsewhere. 
 

143. The North Downs BCU Commander is well aware of the problems outlined above 
and has explored a number of options to try and resolve the situation, however, it is 
the view of the inspection team that the Force's Criminal Justice Department should 
be more active in finding a solution.  A number of options should be explored, other 
than a new building, such as Gatwick custody unit being opened and the cells at 
Haywards Heath - a comparatively modern site - being used even on a limited basis 
such as weekends.  The inspection team appreciates the resource implications for the 
Force, but the numbers of prisoners are unlikely to decline and the current 
arrangements are likely to have a negative impact on performance. 

 

RECOMMENDATION 9 
That the BCU engage with Force headquarters to find a 
solution to the lack of cell capacity at Crawley.   
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Prosecution Team 
144. After successful pilot studies in Brighton and East Downs, the North Downs BCU 

introduced prosecution teams to deal with prisoners arrested for volume crime and 
help improve the quality of court files. 
 

145. The prosecution team have been in place on North Downs BCU since April 2005.  
The teams are overseen by the crime manager, but well led by a detective inspector 
who has been responsible for a number of changes to improve efficiency and 
effectiveness.  Based at Crawley, there are six case directors, six designated 
investigators and ten constables providing a detainee investigation service seven days 
a week with good cover at peak times.   
 

146. NPT officers may hand over pre-arrest files where they have completed enquiries to 
at least a minimum standard, fulfilling an agreed criteria, which if met, results in the 
prosecution team taking ownership of the file and dealing with the suspect after 
arrest.  After charge, the prosecution team officer will retain responsibility, although 
files may be returned to NPT officers for further work.  NPT officers also handover 
files for prisoners who they have arrested during the course of their shift and the 
prosecution team will interview the prisoner and return the file post-charge for 
further enquiries to be completed. 
 

147. During 2005 the North Downs prosecution team dealt with 38% of the BCU's arrests 
which is a far higher percentage than any other prosecution team in Sussex.  The 
inspection team were pleased to see that this workrate translates into equally 
impressive results with 2,515 charges and a total of 3,712 detections directly 
attributable to the prosecution team, again far more than any other team in Sussex. 
 

148. The inspection team interviewed several staff from the prosecution team who were 
enthusiastic and dedicated to their role.  The team's success can be attributed to a 
number of factors, but not least the impressive leadership of the detective inspector 
who encouraged staff to accept a strong performance culture.  The team has an 
overall target of 300 prisoners a month with a target positive outcome of 60-65% and 
a bail target of 20-25%.  The DCT are given the results each month and the team 
were aware of the targets and congratulated and thanked for achieving them. 
 

149. The inspection team were pleased to note that the prosecution team have training 
sessions every 3 months that are specifically aimed at providing for their professional 
development needs and often have a heavy CPS input. 

150. There is no doubt that the Prosecution Team is one of the BCU's success stories, but 
the inspection team were concerned that the team also deal with some of the more 
serious offences which would normally be dealt with by experienced NPT staff or 
CID, such as GBHs, unlawful imprisonment and cultivation of cannabis - all of 
which the team had dealt with shortly before or during the inspection.  Whilst the 
inspection team do not doubt the professionalism and calibre of the prosecution team 
staff it is concerned that these offences are time consuming to deal with and tie up 
the team for long periods of time when they would otherwise be dealing with volume 
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crime and freeing up NPT staff to return to patrol work.  The inspection team 
encourage the DCT to maintain the excellent work of the prosecution team and 
ensure that it concentrates on volume offences to maximise potential for improving 
performance. 

Good Practice 
 
151. The inspection team consider the following aspects of the BCU's work to be good 

practice : 

• Multi-agency tasking arrangements at Crawley where members of the CRAG 
meet daily, via telephone conferencing prior to the DMM and arrangements at 
East Grinstead where CDRP reps meet with district staff once a week. 

 (Paragraph 100) 
 
• The IT briefing facilities and the dedicated briefing officer.   

 (Paragraphs 102 and 103) 
 

• The work of the staff on the Priority Policing Zone at Crawley (now an NST) to 
tackle anti-social behaviour and minor crime.   

 (Paragraph 123) 
 
• The placement and funding arrangements for PCSOs acting as Safer Schools 

Partnerships Officers.     
 (Paragraph 128) 
 

• Operation Crevice - the force and BCU response to the trial of several local men 
from the Muslim community in Crawley at the Old Bailey for terrorist related 
crimes.               (Paragraphs 133 - 135) 

 

• The provision of medical services at the Force's custody units. 
 (Paragraph 138)  
 

Conclusion  
152. The inspection team found a BCU with considerable challenges to face in managing 

a large geographic and diverse area.  Members of staff were honest with the 
inspection team and demonstrated a high level of commitment to their roles.  
However, staff were clearly under pressure from the relentless scrutiny of their 
activities and productivity which they felt detracted from the quality of service which 
they sought to deliver. 
 

153. The BCU has strong and effective partnerships and a good public consultation 
process.  This established framework and the efforts of the DCT have been vital in 
the implementation of Operation Crevice which drew favourable comments from all 
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quarters.  Relationships with communities within the BCU should improve further 
with the launch of the NSTs and the investment in PCSOs. 
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__________________________________________________________________________________ 
HMIC BCU reports represent a snapshot in time, ie when the inspection occurred.  It is acknowledged that 
performance may have changed since the time of the inspection.  Every effort is made to publish reports as 
soon as possible after inspection. 


